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CI-P News

Bend the Curve

Demythologizing Lean – Learning Lean
I frequently struggle
to decide how best to
explain the power and
elegance of the principles and methods we
call Lean.
I often point to the poster we use
in our VSM and Kaizen work which
says, “Lean is using the fewest resources to maximize value to the
customer.”
The poster prominently notes at
the bottom that it is a quote from
the CEO of Toyota, an auto manufacturer. When I point to it, I know
what everyone in the room is thinking: “Well, they are manufacturing,
and we are government, and it
doesn’t work here.”
So, from the start, there is a problem.
This is the myth Ken Miller so eloquently has put to rest in his recent
presentations here in Maine, i.e. “It
does work here in State government.” After years of applying Lean
in State government, we know it does
work, but convincing people who have
not participated in this kind of work
is a challenge.
I have also used the definitions of
“doing more with less” or “better,
faster, cheaper.” And while true
(Lean is filled with contradictions

— Walter E. Lowell

March 2009
Volume 4, Issue 3

like these), they are hard for people to comprehend, if for no other
reason than that they are contradictory.
As humans, it is difficult to hold
two thoughts in one’s mind at the
same time that contradict each
other. It’s like someone saying
“no” when they really meant “yes”
or vice versa.
When people hear these definitions, they are also worrying that
“less” means fewer jobs and
layoffs - despite the fact that we
have more work then we can handle
now and need to find more time to
do it. These are hard lessons to
learn, and hard lessons always come
with pain.
One strategy in explaining these
seeming contradictions is to avoid
using any jargon. As you know, in
Ken Miller’s Widget book, he rarely
uses Lean words - a product is a
widget for example. And yet you
know that the book is filled with
Lean ideas. The same is true for
the Common Ground work I have
been involved with over the last 3
years. They use a different language, and it’s all about Lean -- but
they never say it.
Cont’d on p. 7 —
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A Recommendation from Chip:
Chip Fussell forwarded this link to a very interesting Wall Street Journal article. It makes several points that might not be immediately obvious in reference to Lean and the current economy. Take a look at it — Lean Factories Find It Hard to Cut Jobs Even in a Slump
By TIMOTHY AEPPEL & JUSTIN LAHART

From The Wall Stream Journal Online — Careers

http://online.wsj.com/article/SB123655039683165011.html?mod=djemITP
*

*

*

Portlandbiz — February 23, 2009

*

*
reprinted from

Mainebiz

Jøtul North America, a hearth products manufacturer based in Gorham, recently paid out
25% year-end bonuses to its staff, totaling nearly $1 million. The company saw a 48% increase in sales in 2008. The company said that increase, combined with successful efforts to
streamline the manufacturing process, enabled it to distribute the bonuses to all noncommissioned employees.

President Obama’s News Conference, March 24,
2009 regarding soaring budget deficits:
". . . we're doing everything we can to reduce that deficit.
Look, if this were easy, then we would have already had it done,
and the budget would have been voted on and everybody could
go home. This is hard. And the reason it's hard is because
we've accumulated a structural deficit that's going to take a
long time, and we're not going to be able to do it next year or
the year after or three years from now. What we have to do is
bend the curve on these deficit projections. And the best way
for us to do that is reduce these health care costs."
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Facilitating change is possible
— hard but possible
—— Arthur S. Davis
What do you say to the Maine State employee when he/she asks, “What do I do to convince my
boss that Lean is the way to go?”
How would you answer this question? One possibility is to say that you don’t know. Another
possibility is to say “Let me get back to you later with an answer.”
If you say, “I don’t know.” you perhaps leave yourself open to criticism. “You spend all this
time with those Lean people and you don’t have an answer? Are you sure that your training is
worth it?”
On the other hand, if you delay providing an immediate answer, you are left with having to figure out where you are going to find an answer. Where do you find the answer? Here’s how I think
I’d answer. First, I’d think about the question. I might ask myself, “What did I learn in DOP-1
(Development of Practitioner, Level One) training?”
Here’s what we are taught. First, the essence of the question I am being asked is, “How do I
convince someone (a boss or employee) of a new phenomenon, Lean?” Then, “How do I change
my boss’ way of thinking (and eventually, acting)?”*
In Chapter Four of our CI-P Reference (CI-PR) we learned that C = (D x V x S) >$, where
C = Change
D = Dissatisfaction with the present
V = Vision of the future
S = Steps to take first
$ = Cost of changing
In other words, change will happen, says the formula, when Dissatisfaction with the present x
(times) a Vision of a (Lean) future x (times) the Steps to take first is greater (>) than the Cost of
changing.
So, the answer is that you don’t change them. Instead, you facilitate a process that enables them
to experience multiples of “D”, “V”, and “S” while realizing the Cost of changing. Easier said than
done, you say. No question about it!
However, it can and is being done. For example, Walter, Lita, Ann, Terry, and Marcel at
DHHS are doing it; Nancy, Chip, and Clough from Retirement are doing it; Mike and his CI-P’s
are doing it at MDOT; Billy Joe and Rae-Ann are doing it at DAFS (Finance and OIT respectively); and Merle, John, Jorge, Eric, Peter, Tim, Sheryl, Steve, and Joan are doing it at MDOL.
*Specifically, we are taught to be good observers (Chapter 5, CI-PR). Implicitly, we are taught to be good listeners,
thus enhancing our ability to diagnose questions for their essence.
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Notes: Clinical Supervision - February 20, 2009
Welcome & Updates

Present: Arthur, Sheryl (facilitator), John, Peter, Lita, Tim, Walter, Terry,
Anne, Marcel, Clough, Merle, Eric (scribe).

Check-in and Updates
Sheryl reminded the team that check-in should be brief and personal.
For updates, Walter requested we list upcoming improvement opportunities for CI-Ps:

 Clough and Merle talked with the CDC Drinking Water Program Director, who had participated in the
Ken Miller event, re: their problems with monitoring. They indicated they would like to work on an improvement. The charter is very long, so will be refined.

 Lita and Rae are leading an intervention with Office of Substance Abuse SPF/SIG to improve their communication process, tho’ it’s unclear at this stage if it’s a VSM or other Kaizen.

 Lita and Merle conducted a Long-Term Care Eligibility VSM, with Sheryl as observer. The VSM identified six Kaizens, one of which has been done. Lead, Co-lead & Observer opportunities will be coming
up for the remaining five.

 Walter and Lita, with Marcel as Observer, are leading a MCDC Environmental Health Inspections VSM.
 Walter and Terry are designing one re: MCDC complaints.
 Walter has a kaizen in April for Division of Infectious Disease (MCDC) re: voice of the customer.
 In April, there will be a round of opportunities regarding the DHHS Autism service system, involving
Nancy Cronin (as the Coordinator for Autism services) and including parents.

 Arthur has two large improvement opportunities:


One is in MDOL to collect improvement ideas from UI regarding crisis situations, to translate recent lessons learned into strategy, possibly for the whole agency.



In Public Safety, three interventions have been stalled, and he is mapping a way with Walter,
John, and Lita to figure out how to prioritize issues for management to select intervention opportunities.



Arthur has a request from Public Safety involving the SESC financial administration for a VSM.

John asked the team to remember that
each of us is an individual in a group in an
organization, and it is important to tie an
intervention to the organization. He broke the CI-Ps out into five groups, one for each article, asking them
to discuss the articles in light of 3 questions and then to report out their results:

Lean Learning: Behn Reports—Measurement

1. What relationships exist between what Bob Behn is talking about in your assigned paper & that of
our lean improvement processes and efforts?
2. How might our improvement processes and efforts affect what Bob relates?
3. What does this suggest about our CI-P role in lean efforts?
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— contributed by Eric Dibner
Output in terms of data, such as what comes out of a VSM, and outcome -- what that data represents -- is
the hoped-for performance named in the charter; our role is to show how to connect them together. Some
data are tracked as federal/state requirements – what are these and are they indicators we can use? – determine relevance during the chartering. Data and priorities are value driven. Data should be in context,
relevant to the purpose of the charter; the question is how to know when it is achieved. Too much data
muddies the water and may serve to obfuscate what is really going on. Danger of too few measures is that
it can misrepresent where the real problem may be.
During an improvement process, be sensitive to revelations while keeping focus on the charter. Performance/activity measures should connect to organizational outcomes. The Leadership team needs to link
performance deficits to improved outcomes.
Arthur drew a graphic showing 1) input, 2) transformations, 3) output, and 4) outcomes and flow (systems
model). The measures/outputs must support the outcome. The system should be visible to outsiders as
well as participants.
The purpose of the January
Clinical Measurement Practice segment had been 1) to
continue to clarify and increase understanding of the measures used in typical Kaizens/VSMs, 2) to develop
teaching modules that could be used by anyone and support CI-Ps in being able to explain them to others,
3) to test these new modules in a demonstration to the other CI-Ps, and 4) to provide practice in writing detailed Design Notes from scratch.

Practice: Understanding & Explaining Measurements

In this Clinical, Lita asked the same break-out groups that had worked on presentations of measurement
terms last month to address two tasks: First, to describe what methodology each group chose to demonstrate their terms and the reasons for the choice. Second, to identify any questions, challenges, and discoveries that came out of trying to develop the design notes.
There was again a lively discussion of changeover time and a review of the three definitions on Arthur’s
handout. The term “changeover” refers to a portion of the cycle time for a process step -- it is the time it
takes after one iteration of a step to set-up or switch how it will be done before the next iteration of the step.
It was discussed and agreed that the next clinical will include further clarification of this measurement and, if
time allows, the other measurements -- as well as a step-by-step instruction for how Design Notes are to be
written.

Cont’d on next page —

The Ins & Outs of CI-Ps
With the privatization of the Elizabeth Levinson Center, Jane
French left State service on 2/28 and will continue, with the private
company, in her current position as Director of the facility. At this point,
she doesn’t know if she’ll be able to continue her involvement with BTC
but will explore that. There is always, we hope, the possibility of her return to State service.
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Notes: Clinical Supervision - February 20, 2009

(cont’d from p.5)

Open Forum
▪

Lita proposed developing a strategy for approaching other State Departments and agencies to promote greater interest in developing Lean initiatives and participation. Eric & Arthur volunteered.

▪

There was general discussion of the best way to alert CI-Ps to lead/co-lead/observe opportunities. It
was suggested that e-mail alerts be sent out by Arthur/Walter/resp. persons (if any) and could be
placed in the newsletter. Lita noted that the newsletter may not be timely enough & it was suggested
that they could be routinely posted. Lita agreed that the opportunities for leading and observing interventions could be posted on the Bend the Curve web pages and a tickler sent to remind CI-Ps to
check it (as there are changes) and sign up. This requires, of course, that CI-Ps notify Lita of such opportunities and their current status.

▪

Arthur announced that he and Walter have agreed that there are two CI-P’s who will soon be certified.

▪

Opportunities public newsletter – Arthur proposed an informational circular to explain Lean activities,
progress departments are making, and what events are coming up. This would be used with participant agencies and management.

▪

Arthur reviewed the upcoming Ken Miller events. For the two March 30th half-day Widgets intro forum,
Hank now has more than 50 people signed up. There also will be a day-and-a-half workshop to train
the trainers (CI-Ps), “Better, Faster, Cheaper,” on March 31st and April 1st, up to a maximum of 38 people. Planning of these events calls for some meetings to prepare and ensure the events are effective.

▪

We discussed various approaches to get back in touch with participants from the first Ken Miller workshop. Arthur will put together a plan how to re-energize them.

▪

Walter discussed his continuing involvement (and the potential integration with Lean tools and processes) with the Robert Wood Johnson Foundation’s Public Health business analysis & automation
grant, called Common Ground.

▪

Topic for future discussion – Sheryl asked about how we can use our Lean tools in a work group that
does not know the concept?

Walter used the card simulation to give a visual, memorable simulation tool to show the concept of flow as well as widget/product, customer/supplier, process, team, and waste. He said that usually the exercise takes about a half-hour. The
card is passed around, moves through all hands, which is the flow. There is variation in how people perform the processing of the card. Then a rule can be introduced or extra steps (turning card over, adding a
paperclip) to complicate the process, which changes the flow. Cards can also be introduced faster by the
“supplier”, one after another, which increases the evidence of bottlenecks and shows who is customer and
who is supplier at each work station. Adding a peel-off dot or using specific suites/cards can create complication and result in evidencing new waste in the workflow. The team can then analyze how waste could
be eliminated. A good example for this simulated work process is the handling of contracts. He broke the
team out into two groups and had each person practice leading the simulation (3 min. each).

Lean Lab: Card Activity

Adjourn
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After Check-out, Clinical was adjourned. The next Clinical is March 20th, and Ann O’Brien
has volunteered to facilitate.
DHHS CI-P News

Demythologizing Lean – Learning Lean (cont’d. from p.1)
BTW, I do understand the importance of language and how it is used. It is a constant issue
in Human Service work, so much so that we repeatedly change the names of our departments
to make them more “user-friendly” to others.
Then once changed, we refer to them by their
acronyms. But that is another story.
Sometimes, it also feels like we are being a
little bit sneaky by not being direct with the
language of Lean. It’s like saying that we’ll talk
about it, but not really. So we say it, but not
really, in order to get people just to listen. Perhaps this may be the only way a new idea can be
heard. We have to connect it to what people
already know to get their attention, to get them
to the experience because the experience is
what “Learning Lean” is all about. It’s a strategy
that takes a lot of work and is prone to errors for the speaker to find the right words and for
the listener to make the right translation.
Over the last year or so, I have been hearing
John Shook and others talk about Lean simply as
‘respect for people’ and ‘improving systems’ and
I like that. As you dig into the Lean literature,

this really may be the essence of what is it is
all about and what we are trying to say to
folks.
Recently, I started a session by using this
definition. I think it worked for people. It
speaks to their Truth -- as Susan might say –
namely, that they want to be respected and
they want to have a voice, particularly in improving the work they do.
It is the methods and principles we call Lean
that can assist them in creating a workplace
that helps expose the problems people struggle
with every day and helps them apply their best
talents, either individually or in teams, to solve
them.
In so doing, they experience for themselves
that the work does get “better, faster, and
cheaper” and that you can actually “do more
with less”, but more importantly that there is
the great potential for work to become more
human and more joyful.

—— Walter

BTC Lean Events
Date
March 30

Time
8:00-Noon

Topic
Ken Miller Workshops

1:00-5:00

Location
Florian Hall

Contact
ASD / WEL

Commerce Center

March 31—
April 1

TBA

Ken Miller CI-P Workshop

221 State, Lean Lab

ASD / WEL

April 17

8:15-4:30

Clinical Supervision

221 State, Lean Lab

ASD / WEL

May 15

8:15-4:30

Clinical Supervision

221 State, Lean Lab

ASD / WEL

June 19

8:15-4:30

Clinical Supervision

221 State, Lean Lab

ASD / WEL

* To add or see more events or detail, go to the Bend the Curve Calendar in Outlook’s Public Folders.
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The primary purpose of the Bend the Curve Team
is to provide support, consultation, assistance, and
leadership in process and other improvement approaches and activities for State staff and work
teams as they seek to continually improve their
work culture, procedures, processes, and environments – in order to meet the mission of the department and the expectations of Maine citizens.

Office of Lean Management, DHHS
221 State Street

We’re on the net !

Augusta, Maine 04333-0011

http://www.maine.gov/dhhs/btc
http://www.maine.gov/labor/bendthecurve/

OLM/BTC Staff:
Walter E. Lowell, Ed.D. CPHQ, Director
Phone: 207-287-4307
walter.lowell@maine.gov
Julita Klavins, M.S.W.

Continuous Improvement Practitioners:
BTC Intervention Facilitation Status

Phone: 207-287-4217
lita.klavins@maine.gov

Miller sessions
scheduled /
DOP 1-5 to
be held 6/7-09
The Ken Miller workshops are set for March
30 and March 31-April1,
2009
Check the BTC Calendar
in Outlook’s Public Folders & come to the planning meetings.
The intensive introductory CI-P Bronze first
level training (DOP 1-5)
is being rescheduled to
the middle of 2009, with
planning and design for
the provision of this
training to smaller
groups, if needed.
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DHHS

DOL

DAFS

Kate D. Carnes

IA-L

Jorge A. Acero

O

Rae-Ann Brann

L

Nancy Cronin

O

Michael T. Brooker

IA-O

Wendy Christian

IA-O

Nancy Desisto*

L

Deidre A. Coleman

IA-O

Rebecca S. Greene

IA-L

Jane French

IA-L

Joan A. Cook

IA-CL

Lyndon R. Hamm

IA-CL

James Fussell*

L

Stephen C. Crate

O

Alicia Kellogg

C-O

Marcel Gagne

O

Arthur S. Davis

L

Billy J. Ladd

CL

Julita Klavins

L

Merle A. Davis

L

Michaela T. Loisel

IA-L

Don Lemieux

C-O

Eric Dibner

O

Muriel Littlefield

C-L

Peter D. Diplock

O

DOT

Walter E. Lowell

L

Brenda G. Drummond

IA-O

Michael Burns

C-O

Jack Nicholas*

IA-O

Anita C. Dunham

IA-CL

Jessica Glidden

IA-O

Ann O’Brien

L

Karen D. Fraser

IA-L

Rick Jeselskis

IA-O

Cheryl Ring

C-CL

Timothy J. Griffin

L

Robert McFerren

IA-O

Terry Sandusky

L

Gaetane S. Johnson

IA-O

Sam McKeeman

C-O

Clough Toppan*

CL

James J. McManus

IA-CL

Jeffrey Naum

IA-O

Helen Wieczorek*

IA-O

Scott R. Neumeyer

IA-O

Bruce H. Prindall

IA-L

DEP

John L. Rioux

L

Carmel A. Rubin

Sheryl J. Smith

L

OPEGA, Legislature
Matthew K. Kruk

*

Community CI-P
L - Lead

IA-O

IA - Inactive

IA-O

C – “Champion for Lean” - not facilitating

CL – Learning Co-Lead

O – Learning Observer
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